The Status of Project Management within a City Hall of a European Capital  by Hlodversdottir, Kolbrun Hlin et al.
 Procedia - Social and Behavioral Sciences  74 ( 2013 )  305 – 315 
1877-0428 © 2013 The Authors. Published by Elsevier Ltd.
Selection and/or peer-review under responsibility of IPMA
doi: 10.1016/j.sbspro.2013.03.028 
26th IPMA World Congress, Crete, Greece, 2012 
The Status of Project Management within a City Hall of a 
European Capital 
Kolbrun Hlin Hlodversdottira, Helgi Thor Ingasonb,*, Haukur Ingi Jonassonc 
aMPM graduate, Reykjavik University, Menntavegi 1, 101 Reykjavik, Iceland 
bAssociate professor, School of Science and Engineering, Reykjavik University, Menntavegi 1, 101 Reykjavik, Iceland 
cAssistant professor, School of Science and Engineering, Reykjavik University, Menntavegi 1, 101 Reykjavik, Iceland 
 
Abstract 
We live in times of changes. The credit-crunch has affected businesses and organisations all over the world, its 
consequences being layoffs, cutbacks in projects due to lack of funding amongst other things. The municipality of 
Reykjavik is no exception; it is one of the largest workplaces in Iceland with operations that are diverse and complex. 
Employees are well educated specialists and many have studied management. No PMO is in place, and therefore 
there is no standardized set of practices and procedures regarding the preparation and execution of projects, nor a 
centralized documentation of projects completed (or failed). The Human Resource System does not list the abilities 
and education of its employees and no formal knowledge management is practiced. The level of project management 
maturity is uncertain and this paper attempts to give an overview of the maturity level of the municipality. Finally a 
suggestion is made on how project- and knowledge management might be strengthened in order to increase support 
and cooperation between offices and departments, enhance project management consciousness and -skills and 
improve the efficiency of municipal organisations. 
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1. Introduction and background 
Project management is becoming more and more integrated into organisation of all kind all over the 
world. About one third of the economic activity takes place in projects and the percentage is growing 
 
* Corresponding author. Tel.: +354 599 6200. 
E-mail address: helgithor@ru.is. 
Available online at www.sciencedirect.com
© 2013 The Authors. Published by Elsevier Ltd.
Selection and/or peer-review under responsibility of IPMA
Open access under CC BY-NC-ND license. 
Open access under CC BY-NC-ND license. 
306   Kolbrun Hlin Hlodversdottir et al. /  Procedia - Social and Behavioral Sciences  74 ( 2013 )  305 – 315 
(Bredillet et al., 2007). Do organisations such as Reykjavik Municipality inhabit the level of knowledge 
and skills in using project management practices that is needed to successfully complete projects and 
learn from them? The aim of this paper is: 
 To examine the status of project management within Reykjavik Municipality’s departments and 
offices, looking towards the Project Management Maturity Model (Crawford, 2007).  
 To document how knowledge is managed in Reykjavik’s Municipality within a project and on a 
project-to-project basis both within and between its organisational units.  
Once the maturity and knowledge management have been mapped, ways will be suggested to improve 
the knowledge transfer and documentation in order to improve project and knowledge management in 
such a large, complex and diverse organisation as the municipality of Reykjavík. 
1.1. The subject 
The Municipality of Reykjavik is one of the largest workplaces in Iceland with around 8.000 
employees. Its operation is both diverse and complex and frequent changes in the centralised 
administration make things even more difficult. Albertsson (2008) pointed out the need for project 
management office, based on the size and complexity of the organisation. 
 
 
Fig. 1. Current organizational chart. 
Knowledge and experience is an important factor of maturity within organisations. Kerzner (2009) 
defines maturity in project management as "the implementation of a standard methodology and 
accompanying processes such that there exists a high likelihood of repeated success." A well-known 
model is the Project Management Maturity Model (PMMM) which is a combination of the PMI’s 
PMBOK knowledge areas and SEI-type five level maturity measurement (Crawford, 2006) with: 
Level 1: Initial Process 
Level 2: Structured process 
Level 3: Organizational Standards and Institutionalized Process 
Level 4: Managed Process 
Level 5: Optimizing Process 
Crawford (2007) identified three areas that significantly influence the adaptation of project 
management practices in organisations; project office, management oversight and professional 
development. These practices are e.g. related to Project Integration (project management office - PMO), 
Project Quality Management (management oversight) and Human Resource Management (professional 
development). The project office is, according to Crawford (2006) the support system project managers 
need, facilitating improvement in project management maturity “by being the focal point for consistent 
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application of processes and methodologies”. Lack of active interest on the management behalf decreases 
the possibility of the improvement of processes and employee’s professional development needs support 
from both organisation and management. Besner & Hobbs (2011) identify the need for competent 
personnel and define the performing-maturity construct as being composed of project management 
maturity, organisational support for the use of project management tools and techniques, the availability 
of competent project personnel and project success. They categorise the public sector with functional 
structure and mostly internal projects (typical for the Municipality of Reykjavik) and mention that these 
public organisations are generally perceived as less mature in project management, that they are poor 
project performers and that this is linked to the “bureaucratic culture of public bodies that seek to reduce 
ambiguity” (Besner & Hobbs, 2011). At the same time, the importance of governmental projects is 
increasing as pointed out by Sarantis et al., (2011). 
1.2. Knowledge management 
Knowledge can be categorized as tacit knowledge - informal and hard to reach in an easy and quick 
way, and explicit knowledge - formal and easy and quick to access. Tacit knowledge can be knowledge 
reciting within an employee, e.g. his own - not documented - way of working. Explicit knowledge is 
knowledge registered in information systems, human resource systems, operations manuals, including 
processes and strategic documents, financial systems, file systems and so on (Smith, 2001).  
It is widely agreed that intellectual capital is of high importance to organisations. Jugdev & Thomas 
(2002) have examined the knowledge, skills and know-how rooted in complex human interactions (tacit 
knowledge) demonstrated in action. Van Donk & Riezebos (2005) recognise that in current day’s 
dynamic job market, with employees working for shorter time in organisations, knowledge is an 
important resource and that managing this resource is new and challenging. According to this, mapping of 
knowledge in organisations is of even more importance than before, yet again underlining the need for a 
PMO to manage the knowledge and expertise within the organisation, a “knowledge inventory” according 
to van Donk & Riezebos (2005). The PMO would be highly effective in restructuring the organisation, 
combining HRM practices together with appropriate information and communication technology.  
2. Method 
Journal databases have been searched to find out if similar studies have been done in other European 
municipalities. The search did not deliver any results - however it does not prove that none have been 
done. In fact it is very likely that formal investigations of the status of project management have been 
done for many municipalities, even if such studies have not been documented and published in the 
academic community. The aim of this study was to find out the status of project management within the 
departments and offices of the municipality, whether they are using project management actively, and 
what methods and tools are being used. Another goal was to get an impression of the views and interest 
within the staff. Albertsson (2008) suggested in his paper in what way the municipality could implement a 
PMO into its organisational chart. He pointed out that the use of project management was quite limited. 
The complexity of the municipality gives limitations to getting statistically accurate data, since the 
information being searched is much more qualitative than quantitative. The method chosen was sending 
out a “feeler” survey to those employees titled managers at all departments. It is already known that the 
use of formal project management is minimal. Therefore, instead of asking many questions from each of 
the nine knowledge areas of PMBOK, more general questions were asked. 
It proved difficult to get a hold of managers, one of the reasons turned out to be that work was in 
progress to change the centralised administration and merge three departments. Other was that people 
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lacked knowledge of project management and could not answer. Some managers such as the HR manager 
were interviewed especially to get more detailed information about the operations of each department.  
The aim was to get as many to answer as possible or at least 2-3 answers from each department. The 
questions asked are shown in Table 1. The answers were followed up with phone calls and emails. To 
shed light on the imminent organizational changes to both the centralised administration and the number 
of departments, the general secretary and deputy mayor were interviewed. 
Table 1. Questions asked in survey.  
Questions asked Information sought  
Is project management used in your department and if so what 
method is used and what tools? 
The sort of management processes, methodology such as Gantt, 
Prince2, Scrum, Kanban etc. 
How are requests handled?  If there is a certain system to handle requests - or if there is just email. 
Is there cooperation between departments?  To what extent are the departments working on projects together, sharing PM practises and so on. 
How many project managers are working at your 
department/office?  Number of people with the title project manager. 
Do you know their education? Level of degrees, management degrees, courses in PM outside the job. 
Have you attended seminars/courses in project management as 
part of your job? Has the department/office held PM courses for its employees. 
How is knowledge/skills maintained? Refresher courses, final reports, continuous education. 
Would you like to further the use of project management in 
your department office? Is there an interest in project management and its use? 
If so, how? How would they like to see project management used? 
How is knowledge and lessons-learned documented, is it 
managed in some way? 
Is there a file management system in use, are there any 
procedures on how to wrap up projects and document e.g. 
successes and failures. 
3. Results 
Answers were received from 2-3 employees in each department.  
3.1. General findings 
Educational level 
The level of education in departments and offices is high, almost all have some sort of university 
education, and many have studied management. There are several MBA and MPA graduates; a few have 
finished a diploma and more recently a master in project management (MPM). Some have a level D-
certification based on the IPMA competence baseline.  The total number of employees with the job title 
project manager is 281, compared to around 100 in the year 2008 (Albertsson, 2008). This is however not 
descriptive of their actual work which in many cases has not much to do with managing projects.  
As mentioned before, Crawford identified three areas that significantly influence the adaptation of 
project management practices in organisations; project office (project integration), management oversight 
(quality management) and professional development (human resource management). 
These significant areas are the main focus in the results.  
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Integration Management 
There is no formal PMO in any level of the organisation. Each office and department is using their 
own practices and many of them are coming up with their own templates. Projects are both formal and 
informal; the most formal projects require a letter of mandate from the mayor’s office, and working 
groups, steering groups and change management groups are often established through that channel. In 
such cases the integration management is very formal and better followed through. For smaller projects, 
ad hoc approaches are commonly used. Often a project starts with an idea and it is the project managers 
challenge to turn that idea into a project. The project management practices are both scarce and in most 
cases those working on projects use their own choice of system and do not know where to get assistance. 
Human Resource Management  
The head Human Resource Office assists in legal matters and hiring of employees and assesses job 
descriptions; evaluates the worth of each job and so on. Most of the departments have human resource 
managers as well that handle internal HR matters with the support of the head HR Office.  
Procurement Management 
Procurement Office handles strategies while each department is responsible for following the 
procurement strategy and procurement regulations (Innkaupaskrifstofa, 2012). Each department and 
office has its finance budget for each year and has to keep costs within that budget. Internal Auditing 
ensures that the municipality’s finances are used in accordance with the municipality’s authorities’ budget 
and that the operations of the municipality are in accordance with laws and regulations. 
Quality Management  
Many of the departments use some sort of quality management, but none of them uses the same 
method. Some have written their own manuals on e.g. quality, operations and information security. 
3.2. Departments 
Public Works  
Emphasis on project management within the Public Works department is extensive and there is a very 
clear operations and resolution process. Change management and improvement groups/teams are active; 
there is emphasis on cost awareness and recently increased emphasis on effective project management - 
by holding seminars and by founding a knowledge group which meets regularly. Public Works 
department has Operations Manual and an Information Security Manual in place for employees to work 
by. Some employees think however that project management is not being used in a proper way.  
Environment and Traffic 
Answers included that project management is not being used effectively although the department is 
continually working on projects. It is uncommon to find thorough preparation and planning, clear 
communication channels, good information flow to stakeholders and status reports - all in one and the 
same project. Exception to this is the environmental management, with extensive use of a custom made 
operation manual and subsequent documentation. Others mention the use of checklists in MS Word and 
Excel for managing projects. Email is used for handling requests. Many of the projects have stakeholders 
from all departments. Some employees have attended courses in project management, both as part of their 
degrees and also as continual education. Project management practises could be used in a more effective 
way and some sort of a project management tool would be appreciated - to serve as a powerful support in 
project management, to save cost and time at the same time as building up knowledge and skills. Too 
much time is used in general management, largely because the department does not use project 
management practises. Documentation is not believed to be done in a concise manner, in spite of GoPro - 
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the file system used by the municipality. The Health and Safety Division within the Environment and 
Traffic department is a certified according to ISO 14001 (Anon, 2012).  
Sports and leisure 
As a consequence of a recent merger of departments, many project managers were moved to another 
department (education and youth). This department handles big yearly projects that are documented and 
managed in a formal way, start-up meetings, documentation and final reports are in place and Mind 
Manager is used as a project tool. Many projects are smaller just-in-time projects, with unclear sponsors, 
vague processes and often not clear who is supposed to do what. Some of them are across departments 
and it is often not quite clear who finances those projects. Too often projects are not completed. It is 
thought that processes could be more formal and clearer especially for smaller projects. Reports are given 
to the executive board of the department. 
Culture and Tourism  
This department is very market focused and many of the projects are based on spur of the moment 
ideas. Larger projects are often started by a letter of mandate. There is no specific process that goes into 
motion once a project is initiated, however project management is applied; steering groups, 
documentation and filing in the GoPro system. Within the department an event office is in place with 
defined project management processes. Still there is no single method and new employees need to learn 
"the hard way" as one answered. There is lack of support, knowledge and tools in project management; it 
sometimes ends up being just one person and not a team work. Many who work on projects are also 
involved in operations of completed projects, giving them less time to focus on the projects at hand. 
Education and Youth  
Project management practices don't seem to be used actively across the department. However, many 
projects are worked on in an organised manner and final reports are presented to the executive committee. 
Many projects fail or are never materialised and not followed through in a purposeful way. Quality 
management is in place - with a quality manager, quality committee, resolution process for processes and 
internal audits - and a QM information system (Focal) is used. Most of the employees have university 
degrees. Courses in project management have not been offered but some answered that this would 
increase the use of project management practices and not just in the large projects but smaller ones as 
well. Project management is believed to be important both in general and in for the department. The way 
knowledge management and documentation is handled in the department is both by filling out a document 
at the end of project and filing it in a file management system.  
Planning and Construction 
Project management is being used to some extent. The planning and construction department is the 
only department using a different file management system from the rest of the municipality (Erindreki). It 
is used to file formal applications and enquiries. All formal cases are booked into meetings where they are 
handled. Less formal enquiries are replied to via email, telephone or consultation hours. The department 
cooperates with other departments but not in the use of project management. Foreseeable merger of 
departments might assist with the use of project management practices. Knowledge of project 
management practices ranges from none to extensive. Using a better system than Erindreki would help 
and there is a need for a system to handle the less formal enquiries that are a large part of the job. There is 
need to integrate project management practices and specialist knowledge better than now. Documentation 
is very individualistic and some document more than others. A quality manual is under development, it 
will include processes all should follow but presently, ad hoc approaches are being used. Some know the 
processes better than others. There is a need for more project managers so that the specialists could focus 
on their areas. Secretaries take care of most of the file management, register cases and processes but the 
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specialists need to follow through.  
Welfare 
Project management is used within the department office, mostly ad hoc practices and use of the QM 
information system (Focal). Gantt charts are used when working on larger projects that are usually well 
defined with a letter of mandate, handed over to managers who are responsible for follow them through 
with proper documentation. Many have attended courses but not all. They would like an inventory for 
project managers with information, systems, templates and people to consult with. Basic management is 
in place but not project management as such.  
Nursing subdivision: One of those who answered the survey works as a project manager now (the title 
was changed recently) but used to be a department manager. She also works as a quality manager during 
20% of her time. The importance of project management is considered considerable, especially with 
regards to time management. There is a quality manual for the nursing employees.  
3.3. Offices 
The following offices of the city hall were assessed in this survey: Information and Technology Centre 
(UTM), Service Centre, File Management Office and Human Resource Management (HRM) office.  
Information and Technology Centre 
The Information and Technology Centre services all departments and offices with all computer related 
matters, runs systems and helps implement new technical solutions. The centre uses project management 
on regular basis and is certified according to ISO 27001. Nothing is approved for operation without going 
through change management first, including weekly review meetings. Projects are diverse and there are 
no certain tools, in larger projects PID documents are filed were tools and methods are defined. The 
centre services around 25.000 requests every year and works with most departments and offices. Steering 
groups are formed around ad hoc and large projects. There is no formal project manager employed, 
however project management is part of most job descriptions. Most of them are computer specialists and 
continuous education on current trends in project management in the field of computing such as Agile is 
promoted. Increased use of project management is considered a major goal and currently they are looking 
for a project manager as part of this focus. This is considered important with regards to larger projects but 
disciplined processes for the smaller projects are considered important too. 
Information and Web Department 
A small team of web personnel is situated within the Information and Web Department and project 
management is practiced. Most of it is ad hoc although all employees have attended a Prince2 course. An 
overview of on-going projects is gained by a Kanban wall. The web team works with all offices and 
departments and meets with them on required basis. Most requests are handled via email and no other 
system is used. All of the employees are titled project managers and work with projects, they all have a 
university degree and three have some sort of managerial education. The tasks include everything from 
very large projects to only minor alterations to content. Some of the employees believe the focus of the 
web section of the department could be more on consulting and assistance with needs analysis and 
solutions to problems instead of doing almost everything on each project themselves. The skills and 
competence within the departments and offices in working on web sections/sites is quite variable and this 
adds on to the tasks the web team needs to handle.  
Human Resource Management Office 
According to the HRM office all managers and many specialists working for the municipality are 
involved in project management and change management of some sort. The use of project management 
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practices such as Prince2 depends on managers and most of them use ad hoc methods. Many of the 
specialists and managers employed have some knowledge and skills in project management either from 
their education or from working on projects. However, no documentation exists on the number of 
employees with this knowledge and skills but the implementation of such documentation into the HRIS 
system is on schedule. The system includes a training & development and competence & talent section. 
The intention is to have self-service for employees and managers with possibilities to register and manage 
in an organised manner all skills, knowledge and experience that matters - either it formal or informal. 
The Service Centre 
The Service Centre consists of both call centre and service to customers face to face. Processes are 
available for most services but follow up and updating is inadequate because of lack of time, resources 
and information from the departments and offices that own the processes. Updates to regulations and 
price catalogues are not always delivered to the service centre - a crucial condition for giving the 
customers best possible service. Employees feel more competent and secure when processes are available 
in clear and concise manner and they feel that departments and offices could improve their practices. 
Their way to manage knowledge and share information is by using MSN and Microsoft Office’s 
OneNote. The amount of information however is becoming monstrous and because of same reasons given 
above the maintenance of information saved in OneNote is lacking. In order to coordinate better frontline 
services review of processes on regular basis is highly important.  
Case and Record Management Office 
GoPro is the official case and record management system for the municipality, courses and refresher 
courses in its use are held for employees (not compulsory). As a public organisation, filing of cases is 
legally compulsory. Each department and the city hall offices have their own database within the system, 
but they do not have access across departments. The only department with its own file management 
system is the Planning and Construction Department. There is a lack of documentation and reason given 
was lack of time and also lack of pressure from management to file and document. 
4. Discussion 
4.1. Overall conclusion based on the results 
The results show that there are many projects being worked on in the municipality and projects are 
becoming more and more prominent in both the offices and departments. In addition there is general 
consensus that the use of project management should be increased and that support and guidance is 
needed. There is no formal PMO and the complexity and size of the organisation is a big factor in why 
there is little co-ordination between project management methods and processes within the municipality. 
None of the departments exceed level two on the PMMM despite them being aware of project 
management and in some knowledge areas the score is on a higher level. Even so the only way to reach a 
level on the PMMM is by fulfilling all aspects of each level. All of the departments can be estimated to be 
on level two. However FER, USR and SKB fulfil more of level two requirements and those three are also 
the departments that will be merged according to the new organisation proposal.  
In spite of the dispute on whether project management can be generalised, all projects share certain 
commonalities such as start and finish, and they need to be managed regarding scope, cost, time and 
quality. All projects can thus follow the PMBOK guidelines and standardisation. Tools and methods are 
available in many variations and if project managers have the knowledge and skill they will know what 
method to choose. That’s were a centralised PMO would be helpful in the municipality and the HRM 
office could be instrumental in setting up a PMO either within their office or in close cooperation with it. 
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A PMO does not have many employees, its main function is to give project support, give consult and/or 
mentoring to project managers, aid in processes and standards, train, give guidance and recommend 
software tools. The more mature the organisation is, the more extensive support it gives. 
4.2. Politics 
The diversity of the municipality’s projects and operations makes it a complex organisation. Its recent 
emphasis on e-government has been reduced lately because of lack of funds, while the importance has 
never been greater. “Government projects have now become the start-to-finish transformation of all the 
activities performed to design, market, sell, produce, deliver, and support a set of related products and 
services, to deliver business value from the government to its citizens/enterprises” (Sarantis et al., 2011). 
They suggest as well as van Donk and Riezebos that "re-uses" of knowledge is of importance and could 
serve as the backbone of knowledge management, a need for one central place to access the information 
needed. Crawford & Pollack (2007) said that bureaucratic projects involve multiple processes in a 
political environment and can be stifled by some traditional project management techniques. It is clear to 
us that no single method can be integrated as the projects are as diverse as they are many. 
4.3. The importance of long term thinking  
Project management, regardless of politics, needs to function all the time no matter who is in charge. 
The municipality needs to ensure quality of service for its users, clients and citizens. Dalcher (2009) 
speaks of several different views of quality: as a product-based quantity, as a user-based view, as 
specification, as a value-based approach, as a transcendent property and as a continuous property. These 
ideas can be applied to project management in general. As noted by Johansson et al., (2007) projects 
cannot be understood as separate entities; they are always embedded in their technical and institutional 
environment. Managing knowledge gained from past projects is an important part of project management. 
Every aspect of project management has two dimensions - a technical dimension and a human 
dimension. The human dimension includes not only the people who are operating the processes, but their 
expertise as well. A cross-departmental HR unit with a list of employees’ expertise could use that list to 
find the right employees for each and every project (Cooke-Davies & Arzymanow, 2003). 
Employees are often transferred temporarily between departments within the municipality in order to 
make use of their knowledge and skills. Mapping of the knowledge and skills of the employees would 
make using their expertise more successful and the employees would get chances to tackle more 
challenging and diverse projects. Within a dynamic organisation such as the municipality of Reykjavik 
the importance of maintaining knowledge is high because tacit knowledge is lost through outsourcing, 
downsizing, mergers and terminations and 90% of the knowledge in any organization is embedded and 
synthesized in peoples’ heads (Smith, 2001). This is exactly the scenario currently in the municipality of 
Reykjavik. Inventorying the knowledge is not only important to maintain it within the organisation, even 
though employees leave. In terms of project management, project leaders would be able to use the 
information to find the experts needed to consult with on specific problems. Moreover it would be easier 
to combine experienced and knowledgeable employees into new projects (van Donk & Riezebos, 2005). 
Trust is extremely important and this knowledge would have to be used in the intended purpose. 
According to answers from the human resource management office it intends to implement the 
knowledge mapping part of their HRM system in the fall of 2012. Employees and managers can then 
include information on previous achievements, education, skills and experience - in their files. This might 
serve the purpose of knowledge inventory suggested by van Donk & Riezebos.  
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4.4. PMO 
After surveying the skills, knowledge and practices used in the departments and offices it is our 
finding that the municipality would benefit from the implementation of a project management office.  
Establishing a PMO alongside the HRM and their knowledge inventory base would mean better access to 
PM tools, methods and practices, access to consultants within the municipality who could assist in start-
up of projects, brainstorming sessions, change management and so on. 
5. Conclusion and further work 
The use of Reykjavik’s project management practices does not score high on the maturity level scale. 
It does not mean that the municipality is not using project management, it simply means that the way it is 
used is not co-ordinated and is not a standard practice across offices and departments. With a centralised 
PMO managers and employees would have access to support, coaching, methods, tools and techniques 
given by specialists in project management. With an increased number of project management 
professionals it should be easy to find the personnel to start-up the project management office and help in 
implementing procedures and support in times of changes. The focus will be on projects and project 
management at the early stages but it will quickly move to Programme Management across 
interdependant projects and Portfolio Management in the selection and prioritisation within and across 
departments. To properly map the maturity of the municipality a longer time would be needed to 
interview and meet the key personnel. At the time of the writing of this paper big changes were being 
made to the organisational chart of the municipality which made it more difficult to reach managers. Once 
these changes, both administrative and the addition to the HRM system, will have gone through and been 
implemented it would be interesting to do a more in-depth survey. Some of the changes are supposed to 
increase both project- and knowledge management and hopefully this paper will become a valuable input 
to these changes. 
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